} i 



1 



I 



J- 



^wpfe^feaq^ and 
leadcari^t]^^ iefprliBrtt^ coarse 



iiai»iidtti^^ : i^iyjldua in a group 

if^kjS^ir^li^^ be a ^jilenfc 

liti^E^^ inbireM^ 5tii^::^i^>i|ntj^^^ ' il£e ; tteine^ 4ndL tbei^ 

through EM 



I? 



I I 



p o 



S FILMED FROM B ESTAVAnABLE COPY 

' ■'. If. 

^ ' . Contrijct No. NbO60O-68 C-1S25 



iJet its 



^ ; _ UNITED STATES f^AVAL ACA^^^^^^^ 

iNTRDDUGIION m PSVGHiDW LEADERSHIP 



I f 



it . 



) 




■ MAY 1971 



ENRICHMENT Xil 
LEARNING TO LEAD 



n 




Westtnghouse Learning Corporation 
Annapolis Division* 
2083 West Street 
Annapolis, Maryland 21401 



PS- 





States Naval Academy 









iNtRdbUCTION TO PSYCHOLOGY AND LEADERSHIP 



ENRICHMENT XT I 
LEARNING TO LEAD 



.... OFFICE OF EOUCATIOM 
'&°^?!r'.?;"*^WREPRO. 
OUCED. EXACTLY /ASRECEIVEO-FROU 

5l5!5^^'*^ OFF;aAL OFFICE OF EOU- 
CATION POSITION OR POUCY 



Enrichment Modules 26, 27, 28 



A Structural Gbinmuiiicatibn Unit 
prepared for Wesiinghpuse tearnihg Corporation 
by Structural Conmuhicatidn Sy^ Ltd. 

O 1970 All Rights Reserved 



"PERMtSStON TO REPRODUCE THIS COJ^; 
RIGHTED MATERIAL HAS BEEN GRANTED 

lf?n^ * n^^Q^^ 

TO ERIC AND ORSaNIZATIONS OPER^TWG 



WESTINGHOUSE learning CORPORATiON 



ERIC 



Annapolis , Mary.land 

1971 
-1- 



iNTRODUmQN td FSYCHOLOGY. AND LEADERSHIP 



E-XII 



C 0 N T -E N,f S 



Pages 

INfROpUGTiON . , . . i . . . . . . i . i . . . i . . 3 

MODULE 26 ^ THE. pWARD MOB ILE 1^ 5 

^P^'i^^i^ ^^!^P • • • • • • • • • • • • i^* i • ••••••• :6 

Insftr^uc^^^^ . i i • :• . • i i j ; . . . ./; . , ... . • • • • • • 6 

P^SGUS^Si'p • .vi^i.i i .» i , .s'.-.-i-. . . -7 

MpDpIil 27 - THf IDE/fiL EN^G^ . , . . . ^ .\ ^. . . . . , . . . . . ; . . . 9 

JhstruGtioiis io 

Cohclusipns . . . . . . . . i . . i i , if 

MODULE 28 ^ THREE PERSPECTIVES OF THE JUNIOR OFFICER .... 18,. 

Ihstructioris * , , , 19 

Interpret^tioh i 23 

ABILITY MATRIX . , 24 ' 



1 

i 
♦ 



-2- 



LEARNING to LEAD 



INTRODUCT^lbN; 

/ -•;y--'-^-r - ' / 

: : '^Eearnin^^^ is aii exercise designed fcr use by 

^indi^id^ There a^^ |hree main parts to the 

(exef eise:. TKe ^task^ a^^^^ desrgfted^^ to give the. student an 
op^briuni^^^^ expf^ his 6W%;ideai on the Way ieldership 
caiiab:^^^^^ :in^ MdiM dhdi bh the contihuiiig 

igrow^^^ from leA^fl id level of fesponsiti^^^ 

The %teriMs^ Ip^cMy dt^^^ of leadership growth 

^and: jdevelppm^ The student As 

Te^uir^^ |i^aw ^on his ojvn^ for spi^ciifrc exampies 

of types bf leaders ^ ^^k^ MSd6rshlp^ s 



E-XII 




The^p^l^L^^ ^goi used: in this, exercise :is a set of 26 

larac- 

. _ „ . . _ . . ^ _ , that 

|tudent|^;i^ of frtems whic can argue 

arej signi^f|ci^^^ f of leaHefs in: diOe^ situatid^s arid ^ 
f o r d fM ^ ^ 

< ; f]^eiow yp^^ three dimerisions 

6^ leai^riing by fxpdraence:. They distinguish between the kinds. 
5f: iearni^^^ thai perfect the abiMty to ^drform simple actions 
and those that contribute to personal development. 

^ . Func:tionai^ : Knowledge arid skills. The trainirig of body 
and mind. The development of practical judgment in .J 
^olvihgf tecHnical p^^ of procedure, and 

so orii Grows thfough practice and training.. 

B personal ; Strength of mirid - freedom from emotional 

reactions of both oneself and othei*s ; capacity for self- 
criticisni; inner-di'rectedriess ; objectivity; self- 
discipline. Also moral discipline in the sense of 
foilowing priricijples of behavior that may go against 
persorial coriveriierice. 

Develops by gradual assimilatiori of life experience in 
which the dangers of negative reactions which interfere 
with sound judgment are understood. Development here 
invoices a growing sense of integrity of self, not to be 
violated by subjectivity, other people, or the pressure 
of events. Also practical realization of ideals. / 

C Volitional : Commitment and decision. Ability to fuse 
complex oneratioris involving more than one criterion 
• of success; Basic attitudes • Involves motivation and 
creativity. Different people ac:t creatively in different 
ways and make demands on themselves for different under- 
lying reasons. 

Develops through the practice of making decisions which 
are not simply organizational and functional, but which 
commit the person to something more than what is required 
by external conditions* Playing an intentional role in 
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S;i'gni|icant events-, 
attar ' 



Working oh ^changing ohe.' s own 

! (- ~ 

J, In your training at the USNA.'you a** tiucht a varietv of ' 

"IlliiSiis'SiJhlr-**'^'^ «akifcg.rpl.anni»gVinle;;er^^^^ 
ffJa'JPfSv.yitb ??n*?i'? antf subdraiiiatSs , and inoraie. However 

%ll?-jre|?^li„^^! load.rslvfl>. traits .aph one of f 6u ha. . 

" i . a broad enough ranee 6£ item<: 

to be r|leyjnt .to-.^^^^^^ the areas of leadership you hKe st^l lei 

^9JB&,^^^^y^jmii on. th^ matrik is sufficient tn an 
m^m^^ enable him to bf a gbbd liadet HdWever it i. 

W«IP^J?V1^^^ ^^^^ 4ft^hdilidu^'c^h be ;^S^y's^^on| 

J:^^f^.?f m indiv-idual is based^ on^ strength in a^ given 

"^-sffohg. eoftbMatin bf^blllies 
ev.epy_;sa.tuatio.n>, .Foi; example the com^ 6£ Abilities in 

^o^^mUm^mr' -e..^ariry ^.an he 

earry greater weight and Save mo^rMr^HcMnf coAsequencL 

-^t ff^*^"^-°^ promotion, .a man needs^soSe^hihg mbre 
than just anteHigence and knowledge/ or experience Int^lli- 

5aL'ab?V if"t?^ If ahfexperieice'' ' 

ex aSehce It ^t tl h^^eo'^f t^uctiyely benefited from the 
tJapfipJ Jko/ combination of these inputs working 

together that jiake the leader a responsible man. As you 
proceed, you |hould pay attention ta the way in which ?he "abilitv 
mix" changes for a given level. Your observations of these ^ 
Ghanges^ should, be the starting point for you? understanding 
of how leadership capability grows. "naej-stanamg 

exercises that follow, you wil.i be asked tn rnnc-i/i^-^ 
the leadership growth and development of: ' consider 

1. The Upward Mobile Ensign 

2. The Ideal Ensign 

and consider: 

3. Three Perspectives of a Junior Officer 

To Continue through the unit turn to page .5 for Module 26 

9 for Module 27 ' 
18 for. Module 28 
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Mbdui'e twenty-six - The Upward Mobile Ensign 
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ORiENTAflON 



^"9^ from his training that the 
principles stated oh the Ability Matrix are PQcinf^ar ™ * 

silenj:;, how. to present himself to his su&ordinaTSr I?.* 

^iti^i^%|'«li1j?«^%*|;« greater is°M^"?:i54„J5; '^^'^^ 
• y®^^^ Slake big decisions or be a 

beginning. 

hini i 

f^?teffespong|K^ V^lrU^m^r^'^ri'tM^y^ho 
do max not' see .beyohd the status oF th^ higk|?'r^hks? 




« t ® Junior Of ficer who takers his duties seriously will havi» 

P^^^^ oh whit he sees as the rdalitJ of leadlr- 
ship and ho^ his ambitions .match up to it. Advlnce^ent in rtnk 
IS not merely a matt^r.of doing your job well TherrLr^In 
who can pbtairi positions of authLiV ?Srough thei^IbUU^^^ 
manipulate Jhe perceptions of others. It ifimpw^ant tJ be 
criticism behavior, to be caijabll of ?el^- 

YoS may fi,^? •^''^ some Idea of how otl.ers perceive you." 

rou m^y feel that in your work you show a good Ind well- 
balanced range of abilities, suJh as those'given. on ?ie Ability 



INSTRUCTIONS 

r 

r««e-I°" review the. 26 items on the Ability Matrix 

sScrfbliJi?.'^'^^^ of learning experiences thit can s^rengSe^ 
such abilities m an individual. Bear in mind the diffArfnJ 
Itltllif. military leadership, how the vSlSe placid in ce??a in 
J^ii^ ®! change with the level, and the idea? given above oi 
different dimensions of learning by experience. 

Mai.,.^!!^®" familiarized yourself with the Ability " 

Matrix, you are ready to proceed.' ^omzy 

lLl^itJ^it'^}^J°^. select items . 

from, the Ability Matrix which you consider 
desirable for an "Upward Mobile Ensign." 

Record your selection and your rationale on 
a separate piece of paper. 
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Then read the discussion on page 7. 
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fiiscussioN 



The .upward mobile'* concept was examined earlier in the 
course. You recall that the "upward mobile" reacts positively 
*°J^! ^"?®*"cratic, situation, h high moi-ai^ and enjoys job 
satisfaction. -He accepts the exercise of authority by his 
seniors and is loyat to: them, th\ brganizatidn, and supports 
the organi_zati6rial objectives wholeheartedly. 

these characteristics might bring to mind: 
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Ability to put duty before personal interests. 



#9 - Ability to obey whoieheartediy. 

#13 - Ability to act in accordance with the spirit as well 
as Xhe letter of procedures and reguiations 

, #24 - Abifiity to complete any tisk exactly as specified 

#25 - Ability to act fir^^^ despite personal 

emotional involvement. 

#26 - Ability to see a decision through 

.^^ Combining those abilities- may well build a picture of the 
upward mobile" ^ensign for you, or may generally coincide with 
what you chose from the matrix. The characteristics discussed 
earlier m the instructional materials will give each student 
a general perception of the upward mobile, but it is unlikely 

.fY^'^yo^e will agree to a subjective, firm selection of 
abilities from the matrix as th'e only ones an "upward mobile" 
ensign might have. Each person has his own perception of the 
characteristics he would ascribe to himself when he is thinking 
of promotion chances and perhaps a different viewpoint on 
characteristics he would ascribe to a fellow officer whom he 
regards as a competit.-^r. For example, you might consider the 
toilowmg Items as applicable to you personally: 

#7 - Ability to see things as they are 

#20 - Ability to inspire loyalty 

#21 - Ability to stabilize emotions of subordinates 

#22 - Ability to perceive situations as other perceive them. 

™ However, when assessing the abilities of your fellow officer 
you might decide to include some of these items: 

#4 - Ability to cope with the loneliness of leadership 

#10 - Ability to take corrective action when appropriate 

#14 - Ability to perceive long-term consequences of present 
actions = 



#17 - Ability to take calculated risks 
#19 - Ability to act spontaneously 

Any of the abilities selected in this discusslibn can well 
have application to an '^upward mobile"ehsign. A well-balanced 
combination of the abilities is highly desirable in any 
officer. How they are combined in an individual, who considers 
himself upward mobile^ will vary greatly from person to person 
and Situation ito si tua The abilities ^ when they are taken 

alone^. are- all desirable and can contribute to successful 
leadership. It is uniikely that oiie man can have them all and 
even less likely that he can exercise them- all in a given leader- 
ship bille^. But attention to developihg the abilities, which 
Mpon objective self you find lacking in your 

inveiitofy, can help improve your leadership ability and chance 
of promotion. . , . / 
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LEARNING TO LEAD 
Module Twenty- seven - The Ideal Ensign 
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The student who has not worked on any earlier enrichment 
uhits^shpuld read pages 3 and 4 for procedural instructions. • 

Before starting work on Module 27, read pages 6 to 8 fov back 
ground information leading into the situation below for 
Module 27. 

(a) Refer to the Ability Matrix. Review the 26 items 
with yoiir conception of tlie ideal ensign in mind. 
Select between 6 ahd 10 abilities which form a 
strong rombinati'on in the kind of man you have in 
mind, and which will enable him to make the tran- 
sition to the le^i-el of Commander. 

Make a note on scratch paper of the numbers of the 
items you select. 

(b) Six types of officers are shbwn 

on the fdlTowing pages. A basic selection of 
ability items essentia! for their success and 
progress to higher ranks is given. Add any items 
from the ability matrix you feel would strengthen 
the -combination. Aim at having between 6 and 10 
items per example. 
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EXAMPLES 



FIRST EXAMPLE 











* -\ - " 


Ab ii ity to; dbmihur 




I - - - > " 


: accurate I)^^^^ 






simply 






.... 4 



Ability to 
assess subor- 
dinates 



12 



The; efficient Ensig n 

He can get things done briskly. He 
translates assignments into practical 
action. He lets his supeiriors know 
now his men feel and respond. 



Ability to 
endure stress 



Ability to change 
plans as 
constraints and 
opportunities 
change . ig 
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SECOND -EXAMPLE 



Ab ili t)t^ to 
s:tabilize 
emotions of 
Subordinates 



Ability to obey 
wholeheartedly 



The morale builder - 

He can weld men together into a 
coherent unit. He unifies effort 
and enhances the image of the Navy. 
He is exemplary in conduct and 
consistent in his behavior towards 
the men. 



Ability to learn 
from subordinates 



16 



Ability to maintain 
consistency between 
words and actions. 5 
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THIRD EXAMPLE 




\] /ybiiity ta deterMhe 
[? What should be done 2 



Ability to see thi 
as they are 



Th e ; imp a r t iai, 1 e ad e r 



He ^?cep,ts respombmty for his men. 
^heir actions and their welfare. He i 
just and impartial towards others . He 
makes no unreasonable demands and can 
grasp the overall pattern of complex 
operations. 



Ability to take 
corrective action 
when appropriate 



Ability to act in 
accordance with the 
spirit, as well as, 
the letter of 
procedures and 
regulations 1 , 
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FOURTH EXAMPLE 



Ability ^to inspire 



11 



Ability to generate 
wi^rm human relations 
within hierarchy* 

23 



the .eiithiis ias t ic of f i cer 

Every assignment gets special attention* 
He inspires oth his own attitudes* 

Howevef, he must learn to be disi:riminat6ry 
in his enthusiasm; enthusiasm for the 
wrong thing might be counterrproductive 



1 
4- 



Ability to cope with 
situations on one*s 
bwn initiative 



8 



Ability to inspire 
loyalty 

20 



i 



i 
4 



ERLC 



-14- 



^4 



I 



p 



LEARNING TO LEAD 



.E-XII/27 ^ 



FIFTH EXAMPLE 



Ability to complete 
dny task exactly as 
specified 



Ability to put 

dyty before personal 

interests 



The careful planner 

He^ learns all the time! from careful 

pbse^y^^^ He builds^^ 

W-l^??^^^^^ and is 

capal[)le between a 

task accompiish^^^^^ ^^irld t task well 
accpmpilished. He discards, the^^ 
irreievaht and can be quite ruthless 
with himself, but patient with others 



Ability to perceive 
situations as others 
perceive them. 

22 



Ability to cope 
successfully with the 
loneliness of leader- 
ship 4 
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SIXTH EXAMPLE 



Ability to act 
spontaneously 

_^ ,19 



Ability to take 
calculated risks 



17 



the improviser 

He acts in. unexpected ways. He is a 
thinker, an innovator, an action 
oriented individual. He brings a 
fresh approach to situations; sometimes 
he IS unpredictable. Men respond to 
him, because he gets the job done. 



Ability to perceive 
long-term consequences 
of present actions 



14 



Ability to make 
decisions promptly 
when they are heeded 



15 
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CONCLUSION 



ri.an?^^^ k"" conclusions to Module Twenty-seven were 
realistic.. Perhaps the pictures you drew reflected something 
rL^u see yourselves. It is'more than likely. Sryo^?^ 
conclusions, may have reflected something else - namely, the 
perspective you werfe taking on the desirable abilities. - 

Take, for instance, the example of the enthusiastic ensign 

ad?ion" hf/t tS«;-h-'-^^;'^ ^ when he is ?n^ 

heai is 6?r ul ™- ^ enthusiasm^palls a bit for them when the 
5hf oil- ^^** He may -bT aware of this , and wish he were like 

efficient ensign.. The enthusiast's superiors may like 
JJf as a rinan. ^.ut -v'^h^^ h were more prompt to ob.ey orders in 
$he :more ,r.Qutine s^ arid lesr liable to take risks in 

TW4i^^'^^'^^i^^''^T^' Each group has a different pl?Le2tive 
a: different picture of what is ideal; pcxi»pei.tive 
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Module Twenty- eight - Three Perspectives of The Junior Officer 
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The student who has not worked on any earlier, enrichment 
units should rrad pages 3 and 4 for procedural instructions. 

Before starting work on Module 28, read pages 6 to 8 for back- 
ground information leading into the situation below for 
Module 28. 

The next three pages each contain a set of itemis 
selected from the Ability Matrix. These represent our guess 
at three perspectives of the young officer. Each set is 
simply labeled A, B, and C. You 'should^study to determine 
which is the perspective of subordinates which of superiors, 
arid which of the officer himself. 
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A 



Ability to communicate 
clearly, accurately, 
simply 
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Ability to put duty 
before personal 
interests 



Ability to cope with 
situations oh one's 
own initiative 



Ability to obey 
wholeheartedly 



Ability jtp take 
cbrrettiVe action 
when appropriate 
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Ability to assess 
subordinates 



12 



Ability to act in 
accordance with the 
spirit of procedures 
and regulations • 



13 



Ability to change 
plans as constraints 
and opportunities 
change 



18 



Ability to stabilize 
emotions of subor- 
dinates 



21 



Ability to complete 
any task exactly as 
specified 



24 
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Ability to determine 
what should be done 
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Ability to cope with 
the loneliness of 
leadership 



Ability to cope with 
situations on one's 
own initiative 



Ability to inspire 
others 



11 



Ability to assess 
subordinates 



12 



Ability to take 
calculated risks 



17 



Ability to change 
plans as constraints 
and opportunities 
change is 



Ability to act. 
spontaneously 



19 



Ability to act firmly 
and decisively despite 
pisrsonal emotional 
involvement. 25 



Ability to follow 
through after a 
decision 



26 
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C 



Ability to communicate 
clearly, accurately, 
simply 1 



Ability to determine 
what should be done 



Ability xo endure stress 



Ability to put duty 
before personal 
interests 



Ability to maintain 
consistency between 
words and actions 



Ability to' inspire 
others 



11 



Ability to make decisions 
promptly when they are 
needed 

^ , IS 



Ability to perceive 
situations as others 
perceive them 



Ability to learn from 
subordinates. 

- 16 



Ability to generate warm 
human relations within 
structure of hierarchy23 
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Our INTREPRETATION is as follows: 
A was the senior officer's view of .the ideal Ensign; 
B was the ambitious Ensign's view of himself; and 
. C was the subordinates' view. 



Which brings us to this question: How are we, 
as leaders, perceived by our seniors, peers, and 
subordinates? And how do we perceive ourselves? 

As you derived a combination of abilities that 
described the types of officers being considered 
in this module, it is hoped that you were agiin 
reminded of the triad of leadership - the leader, 
the led and the situation. 

Which one of the officer types considered would 
be best for a particular job? When one seriously 
thinks about answering such, a question, numerous other 
questions are generated and the complexity of 
leadership and its perception becomes obvious. 
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ABILITY MATRIX 
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1 Ability to 
1 conmunicate 
1 clearly, 
1 accurately, 
1 sinply 

' i 


Ability to 
determine. what 

.should be done 

♦ 

2 


Abil?.ty to endure 
stress 

3 


Ability to cope 
with the , 
loneliness of 
leadership 

4 


Ability to main- 
tain consistency 
between words and 
actions 

S 


Ability to put 
duty before v 
personal 
interests 

1 6 


Ability to see 
things as they 
are 

7 


Ability to cope 
with situations 
on one's own - 
initiative 

8 


Ability to obey 
wholeheartedly 

9 


Ability to take 
corrective action 
when appropriate 

10 


Ability to inspire 
others 

11 


Ability to assess 
subordinates 

12 


Ability tc act in 
;acc6rdance with 
the spirit as well 
as the letter of 
procedures and 
regulations * 

13 

« 


Ability to perceive 
long* term 
consequences of 
prescfit actions 

14 


Ability to make 
decisions 
promptly when 
they are needed 

15 


Ability to learii 
from 

subordinates; 

• 16 


Ability to take 
calculated risks 

17 


Ability to change 
plans as 
constraints and 
opportunities 
change 

18 


Ab^ility to act 
spontaneously 

19 


Ability to inspire 
loyalty 

20 


Ability to 
stabilize 
emotions of 
subordinates 

21 


Ability to 
perceive 
situations as 
others perceive 
them 

22 


Ability to generate 
warm human 
relations within 
structure of 
hierarchy 

23 


Ability to complete 
any task exactly 
as specified 

24 


Ability to act 
firmly and 
decisively despite 
personal 
emotional 

xnvux vcincii V 

25 


Ability .to see a 

decision 

through 

26 
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